DOCUMENT RRSUMB

BED 090 654 EA 006 103

AUTHOR Brown, Frank

TITLE The Job Satisfaction of Administrators Within a
Nulti-Ethnic Setting.

PUB DATE ‘ Feb 73

NOTE ~ 16ép.; Paper presented at American Educational

Research Association Annual Meeting. (58th, New
Orleans, Louisiana, February 26-Marsh 1, 1973)

EDRS PRICE MF-$0.75 HC-$1.50 PLUS POSTAGE

DESCRIPTORS *Administrative Personnel; Educational .
Administration; Educational Research; Elementary
Schools; *Ethnic Distribution; *Job Satisfaction;
*Principals; Questionnaires; Raclal Factors; *School
Superintendents; Secondary Schools; Status Need

ABSTRACT

This paper is concerned with job satisfaction of men
and women who occupy positions of leadership in local school systenms.
It is concerned with the effects of the ethnic composition of
schools, both students and teachers, on the job satisfaction of
individuals holding administrative positions. More specifically, it
reports the findings of such a study among school administrators. The
study was made to obtain evidence about the perceived job
satisfaction of school administrators and to assess what
relationships exist between job satisfaction and select
organizational variables. Five need classes were researched:
security, social, esteem, autonomy, and self-actualization. A 13-item
Likert-type instrument was mailed to 1,000 public school
administrators in california. Job satisfaction was defined as the
difference between how much each need an administrator thinks is
being satisfied and how much he thinks that he should’ be getting from
his position. Stratification was applied by job level. Four job
levels were controlled for principal, director, assistant principal,
and superintendent. The ethnicity component was represented by
respondents listing themselves as minority or nonminority and by
percent of minority students and minority teachers in the schools.
Pindings reveal that at the principalship level, principals of
schools with a 20 percent or more minority student enrolluent enjoyed
their positions less than did those with fewer minority students.
(Author/MLF)
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BACKGROUND

Emerging among social scientists 1s a new and useful construct fox
analyzing leadership kohavior. The new construct, & contingency model,
postulates that leadership effectiveness(Fielder, 1967, 1972) is contingent
upon two interacting variables: (1) the personal qualificationsiand
characteristics of the individual, and (2) the favorableness of the work
situation. That 1s, the degree to whith the work environment enﬂgnces the
leader's power and influence. This model predicts that some leadérs will,
perform well under one condition while others will do a better joﬁ under
other conditions. That is, given differences in personality and leadership
style, different administrators should he able to c¢reate varying amounts of
power and influenée in a given situation. It seems fair, then, to assume that
personal characteristics of administrators such as race and ethaicity might
hamper or enhance one's ability to generate power and influence in cecrtain
situations. 1In addition, the racial and ethnic makeup of the student body
and the teaching staff might tend to influence one's ability to generate
additional power and influence.

The next questipn is, how does one determine when an administrator is
advancing or losing hia or her power base? The assumption is that we may
scxr thic guootion by ascescing the degrec to which the administrator ic
satisfied with his position. What is the basis for such an assumption?
Studies (rorter, 1966; Brown, 1970) over the last decade, among administrators,
axe congistent in concluding that job satisfaction is directly related to the
degree of power and influence an administrator is able to generate in that
positions that is, the more power and influence the happier. This is also
true of school administrators(Brown, 1970). Therefore, the degree to which
an administrator is satisfied with his ‘job is probably a good indicator of
hig ability to generate power and influence in that position. For example,
if a black or white administrator, in a racially mixed school is unhappy,
it is due to his inability to generate sufficient power and influence in that
situation.

This paper is concerned with Job satisfaction of men and women who occCupy
positions of leadership in local school systems. It is concerned with the |
affects of the eihnic composition of schools, both students and teachers,
on the job satisfaction of individuals holding administrative positions.

More specifically, I will report the findings of such a study among school
administrators. .
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[t i8 universally assumed (Jencks, 1972, p. 176) that every individual
desites a high status position over a lower one. A high status position is
sought as an end in itself, and as a means of achieving other desirable gcals
such |as prestige, power, and money. Studies on job satisfaction among adminis-
tratdrs(Brown, 1970) Edel, 1966; El Salmi and Cummings, 1968; Haire, et al,
19644 1vancevich, 1969; Johnson and Marcrum, 1968; Miller, 1966, Porter, 1961,
and Horter and Mitchell, 1947) consistently conclude that job satisfaction is
relatied to their job level or position. Other studies (Dowd, 1972, p. 14)

} have gshown that one's ability to exeroise power leads to satisfaction, Thus,

power; derived from a status position is preferred to an ad hoo position or
. temporary power on loan from a higher status individual.

‘ Societies (0ld and new) have found it necessary to arrange positions

‘available to individual members in a hierarchy. Generally, these positions,

-hieraF:hically arranged, vrepresents relatively positions of power from lowest
to thP highest. It is argued that structure is needed and desirable in order
to motivate individuals to achieve their highest potential or maximize organi-
zational output. However, there are variations in the relative power of
positions within the same organization and from one organization to the next.
There are exceptions tc this rule. In some organigations the most powerful
individual may not occupyythe top position on the organizational chart, For
example, an outstanding physician on a hospital staff may hold more relative
power than the hospitai's director or, a distinguished university profesSor '
may hold more relative power than the university president.‘ Nevertheless,,
within local school systems, like most business and industries, relative |
power positions, are adequately represented by the organizational chart.

Starting from the top of the organizational chart for administrators, we

find thes superintendents,assistant superintendents, directors and super-

visors, and prinﬂih*lS- Howevar, in terms of job sa*isfaction, the edu—

cational administration hierarchy consist of only two 1eveis, (Brown, 1970)
: a high 1eve1 conaistinq of assistant-superintendent and superintendend and
e lower 1eve1 consisting of directors and principals, not fo'r; .

ob satisfaction,‘ But vithﬁraoia
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an almost constant mainstay in urban schools it seems advisable at this
timejto analyze racial and ethnic factors as they relate to job satisfaction.
Do wjite school administrators find greater or less satisfaction in administer-
ing § white school, a black school, or a racially mixed school? How are white
administrators affected by the ethnic make-up of their staff? Do minority
administrators receive greater satisfaction from their positions than whites?
ne would assume, given racial and ethnic discrimination in this area,
that |a minority person appointed to an administrative position would perceive -
himself or herself as being over qualified for the position, compared to his
white counterpart; and therefore, would be less satisfied with the position.
If ho 18 not less satisfied; it may be because he is comparing himself to
relevant others (I'lelder, 1972), qualified minority members who are without
‘an administrative position or occupying lowey status positions. In personal
}terms{ minorities should be given an opportunity to exercise legitimate power
throw h high status positions for greater personal satisfaction. On the other
hand, individuals in hierarchial structured organizations, defined in terms
of power, in general, are highly motivated (Cohn, 1958) to achieve success
if they perceive their chances of moving upward as being highly favorable.
If upward mobility is perceived as beinq not very good, the organization is
viewed in a negative manner.

Careers in Educational Administration

What are school administrators like? It may be helpful, at this point,
if we could take a quick overview of educational administration as a career,
Or, how‘does one get to the top of the ladder, to the superintendency, The

major positiOnS in local school systens are teacher, counselor, principal,
~ dixector or assistant-superintendent, and superintendent. Occupational speciali-‘

* zation, (Carlson, 1972, p. 8) in local schools is meager. To be a superintendent
one must have been a classroom teacher and, in.most instences, a white mele; R
e even though a majority of the olassroom teechers, the pool fnam which superin-;if;iff:j
: jﬁtendents are drawn. are females.. Thus. superintendents'are selected from a




4.

school principalship is viewed a dead end for those seeking a superintendency
(Carlson, 1972, p. 9). It is also necessary and critical that one join the
¢lub or secure a gponsor, if he is desirous of moving up the administration
ladder.

The average age of a superintendent ig about 50 years {(Carlson, 1972,
p. 10); and the most prestigious superintendencies are held by those who have
occupied a greater number of different superintendencies, not those with the
most experience in that position(Carlson, 1962, p. 13). The superintendent,
in addition to being male caucasion, i1s more than likely to have been born
and reared in a rural or small town, and come from lower soclo-economic levels
(in comparison to other professionals). In regard to formal education, a
national sample (Carlson, 1972, p. 26) of superintendents revealed that 13
percent have earned doctorates, 83 percent had a master's degree, and 4 percent
with less education. A superintendent must be married. The divorce rate among
superintendents is the lowest among any professional group (Carlson, 1972, p. 27).°
Bachelors, widowers, or divorcees are not likely to ascent to the superintendency. '
Also superintendents are overrepresented by the Protestant faiths and the
Republican Party (Carlson, 1972, p. 27).

Minority Administrators

It apre¢ars that black educators could meet most of the requirements for
the superintendency, except for race, and'membership in the Republicand?erty.
However, race is slowly giving way as a barrier to the superintendency, at
least in a few urban arees. Unfortunately, you'still must be a male. Other
~tminorities, however, may not qualify under the protestant faith criterion.:

" As for being a bachelor, widower, or a divorcee, I am not certain that black

‘mele educators are at a disedventaqe, when compared to the stendard superin-'
tencency model. ' ‘ :

, : The trend in the United States today, if one can spot One, is to reserve e
i ja number two or number three position in central administration for a black. ‘tf S
{Recently, in a suburban New York City school district, the superintendent e
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black and white members of the community protested this action to this very
liberal board, board members admitted, privately, that they acted without ever
thinking that a black would be superintendent. It was just takenlfor granted
that a white would be superintendent and there would be a black assistant
duperintendent, In middle management, however, there axe many blicks in
assistant-to positions, and directors of special state and federal programs.
Even fewer are occupying regular positions on the organizational chart, There
will probably be a mad scramble by urban school boards and superintendents
under pressure from the black community to find reqular positions for blacks,
as the federal government continues to cut back on support for education. At
the principalship level, blacks are usually assigned to black or racially mixed
schools, but rarely an all white one. At this level, blacks may find that sub-
urban school districts, may be a viable place to seek employment. iHowever, in
the suburbs, the superintendency, for a black person may be severai galaxies
away.

Race, Ethnicity, and Job Satisfaction ’
If we set aside the question of individual administrators being racists,

then why should race and ethnicity affect one's job satisfaction? Since
;1eadership is essentially a relationship involving power and influence, a
1eadership pcsition may be defined in terms of how much power and influence
the situation,in this case the school environment, gives the leader (Fielder,
1972, p. 454). The power and influence of school administrators will be en-
hanced: (Fielder, 1972, p.454): Iif they can establigh a good‘relationship'

""ith students, teachers, and parents; if their assignments are highly structured,;“"”‘

‘ ‘as oppcsed to being vague, nebulous, and unstructured; and, if their position

| '~~.,a110ws them to reward and punish, hire and fire, Therefore, 1eadership effective—r;e

";hajitself enhances the“leader's power and i“fluence'

'=Tness is contingent upon the 1eadars qualifications and the favorableness (Fielder,f!
;?1972, P 454) of the situation. That is, the deqree to which the job SitUation e .
Since administrative as_ign—"f
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school's membership, both students and teacher, could alter the favorableness
of the situation; and thereby, decreasing the power position of the leader

and satisfaction derived from the position. A favorable situation for a black
school afministrator may be just the opposite for a white administrator and

vice versa.

The Study

Purpose. The purpose of this study was to obtain evidence about the per-
ceived job satisfaction of school administrators and to assess what relation-
ships exist between job satisfaction and select organizational variables. Five
need classes were researched: 8security, social, esteem, autonomy, and self-
actualization (Porter, 1961, 1962). The main hypothesis states that high level
administrators receive greater satisfaction from their positions than lower level
administrators.

Instrument and Method. Assessment of job satisfaction was made by utilizing'
the University of california Management Position Questionnaire (Porter, 1961); a
12 iten Ljinrf—fvnn instrument. A total of 1,000 questionneires were mailed to

public school administrators in California. Job satisfaction was defined as

the Aifference between how much each need an administrator thinks is being satis- »

fied and how mich he thinks that he should be getting from his position., Strati- ;
fication was applied by job 1eve1. Four job levels were controlled for: principai. "ff
‘director, assistant-principal, and superintendent. -

DefinitiOn of Variables
Ethnic Background~ the ethnicity component was represented by respondents

1isting themselves as minority or non—minority. :
; Minority Student Concentration: minority student composition was repre-
sented by the percentage of minority students within a school or district.;
',Two categories were employed (1) schools or districts with fewer then 20%

| nd;(z) those with more.
and segreqated*schools.”'

: These categories also defined integrated
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Findings and Conclusions: How are admninistrators affected by the

minority or ethnic problem? It was felt that administrators faced with
this problem, whether real or imaginary, would consider themselves less
vell-off than those without the problem., This is complicated by the ethnic
identification of the administrator. Ethnic identification was examined
and found not to affect one's job satisfaction, Because it was expected
that minority administrators would be found primarily in middle and lower

level positions, minority principals were compared with non-minority prin-
cipals; and likewise middle management types with the same. It was not
possible to compare minority superintendents and assistants-superintendents
to their white counterparts, because of the lack of a sufficient sample,

The minority student composition did not affect central office admin-
istrators job satisfaction(directors, assistant superintendents, and superin-
tendents); nor did the minority teacher composition of the district or indi~-
vidual schools. Nevertheless, at the principalship level, principals of
schools with a 20% or more minority student enrollment enjoyed their positions

less than those with fewer minority students,

A vomparison of Lhowe px.'.'mclpalslkip uaLkegux.‘les - {elewentary, junior
high, and’secbndary) reveal that: (1) the elementary and junior high school
principals with a sizable minority student enrollment received 1ess satis—

faction from their positions than those with fewer minority students. wWhile

~ the minority student composition did not make a difference with senior high .
school principals, a closer 1ook revealed that junior high school prinoipals
with few or no minority students received the greatest satisfaction from his,
'position; while the elementary school principal with a single minority
rstudent enrollment received the least
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Table 1 i
:
ANOVA: Need Satisfaction \

Administrative Souxce of 7\

Position (s) : Variation af Significance Test*
Central Office Minority 1/444 NS
Personnel Student Composition
Principals Type of Principal- 2/138 ‘NS

Ship: _elemn ¢ J.H.S, '
H.s.

Principals . . Minoxity 1/138 ,0067*
‘ Student Composition ‘

rrincipals and  Ethnleity : 1/56 . NS
Directorxs : '
Principals » Minority Teachers 1/30 - NS .

in Segregated Schools

Principals o Minority Teachers 1/45 . 'NS
. in Integrated
‘Schools
 Principals - | Minority'Té§chets 8l N8

|

+

' *PCOS, level of significance
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Table II

Need Satisfaction: Mean Scores of Principals Serving Two Categories of
Student Population

(Na144)
Principals Less Than 20% Greater Than 20%
Minority Minority
" Mean S.D. Mean! $,.D.
Elementary 66.17 7.34 60,92 ‘ 12,44
Junior Migh  68.75 5,87 63.04 8.22

Senior High 63.71 2.10 62,75 7.40
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Table IIX

ANOVA; Individual Need Classes
(Principals and Minority Students)

Need Source of ‘

Class Variation df Significant revelx

Securlty Minority 1/138 NS
Students

Social " Minority ~ 1/138 NS

' Students

a

| . .

Esteen Minority 1/138 0042
Students o

Autonomy , Minority ; 1/138 0122 N
Students . i

Self-actualization Minority . 1/138 .0267

. Students

*Significance at P < .05




. d&bié’xv'

© Means: Individual Need Classes S
(Prlnoipals and Mincrity Studenta) ;f,,,~‘_L¢;

IR ‘f,;gfa' Type of Prinoipaléﬁip %

‘ A Scote Cell**‘“'f ‘»B1em. GRS DT Senior Hig_
af,;ée;;j;ua. ”_.,;<;‘rf4 61 817 ";; 4,87
e 0 T 4, 29;3;;fr ﬂ 4 21 it 5 007;

‘BoclalWeeds . 12 2 :;o:.:o_o -

BstoemNedst 1o 2 150 1s.04
 "341° 429,
Sl 2 asa s,
;Self—aetualization X o2 i
yﬁnGQGSQA_ﬁ L e .
o ’7,":,66 17;1?: e
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These findings suggest that the favorableness of leauership positions
occupied by elementary and junior high echool principals is adversely af=
fecter by a sizeable minority student enrollment.i Since Job satisfaction

'fis highly correlated with one's ‘relative degree of power and influence | S

e (Bromu, l970; Pielder, 1972) how way we explain thie logs of influence via jé,i‘m b
a sizéable minority student enrollment? What are some possible explanations? f u7':'

- Pirst] let's make the assumption that one losee situation favorableness if
fone l ses respect and. trust with members of his immediate work environment. -
That s, the loss of trust and respect amonq students, parents, and teachers.f5ﬁ“';*“

- t the junior hiqh school level a major concern would ba. diScipline. ‘

;'f;»With thia age group, you are involved with. the "fightinq“ year__«fhlaizeable,.

k‘ytm'minority enrollment might increase the number of fiqhts and discipline prob-mfj

:ifi}:loms: End because of their age it becomes difficult to discipline students ’
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On tha other hand, junior or senior high school teachers in qreater number

tend o aspire to higher positions and thus, will cause less trouble in similar .

situa1ions.r After all, upward mobility requires a sponsor, and the principal
s a likely sponsor. i e s ; O
_the high school prinoipal does not view the enrollment of a sizeable
; ty students as creating a 1ess favorable situation. At the high school
- »1eve1, parent-teacher interaction is less and while student problems may tend
*iffto be ore controversial, the number of fights and discipline proBlems are o
'ifrless h an might be expected at the junior high school 1evel.n Therefore, b°'°lf°;[
L?:{cause‘of the age group and. greater Specialization in subject matter, ‘student o)
‘“[;discipline and parent-staff interacticn s less. In addition, theiadminis- :i‘”
77tration retains the power to reward And punish, both teachers and students.;'i{j
?And es'euggested, the individual with the greateet smount of power and in~ ,ff”
?géluenc generally views his situation as being more favorable.,~' / e
o ;;~'or the present, 1oca1 public echool systems may help elementery and
3 junior high school principals to receive greator satisfaction from their .
 Jobs through in-service training., It appears that elementary and junicr high*7
:iccncsl tcachors'ard administratcrc ' [ |
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This study is limited in that it considers only the views of individual
adminietretors. wniie this is yery important and necessary, students, '
~ teachers, and perent views should be sought. While e white administrator in
f?:.a black schooi nay be able’ to relate quite we11 with minority students end
: jfperents end perceive his situation with great favorablenese, the blaok com-e
“k'munity miqht view the eituation with greet dissatisfaction. The reverse
“;fecouid happen inihe casa of a biaok prinoipel in a white sohooi. Hopefully, :
‘«'i~‘inoidente of this nature will prove to be the exception.fgif St 'f
< ‘:, There is just one note of ceution about e11 of this. With a minority et
{t,?ischool (bleok, brown, or yellow)p it would be a gross. exror to assume that S
"ff;all minorities desire a minority edministretor._ Quita the contrary, some o
‘?;Vminority communities mey view suoh an appointment as en insuit.' After e11,
"‘fﬁtmany minorities stiil believe that anything white ie superior.j Fortunetely

. pride. Nevertheless: Schlvlyboards and superintendente hould

1i3ce11ent retinq. Whiie on,the otherrhend that”_eme‘a_ inistretor'i, a
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